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6 August 1964

TO: Mr. Baird

I have read the Program for the Establishment of a
Career Corps in the CIA and I am amazed at how we have
come full circle from 1951 to 1964. It is so similar and even
in some details, identical, with the Midcareer Training
Program of 1964, that it makes you wonder. The Professional
Trainee and Career Corps of 1951 are now, in 1964, the Junior
Officer Trainee and the Midcareer Training Program, respectively.

The Retirement Bill now pending in Congress seems to have
started back in 1951 (page 69).

I would like to discuss this with you at your convenience
anytime after I return on Tuesday, 11 August.

é/@(/&' /v@*’
E. R/ W.
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Hote that in July 1951 this proposal was approved in principle
by the DCI and the D/Pers. The Career Corps concept was
approved.

Think where we'd be today if we'd gone ahead then!

What happened?
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2l July 1951
MEMORANDUM FOR: The Direstor, CIA
FROM t  Assistant Director
SUBJECT ¢ Proposal for the Establishment of a
Career Corpe

1. I have reviewed this propoeal, submitted to you
3 July 1951 by the Director of Training and have discussed
the plan, in general, with hinm,

_ 2, There 1s considersble detail on the plan that will
require the most closely defined coordination betwean Per-

scnnel and Training but, I am confident that this can be
werked out between the two offices without any difficulty.

3. Also, the Career Management Program, covered bty
Arpendix I, is an essential element of the overall plan but
will need more developmental study which I am sure can be accom-
plishad as the initial pheses of the survey get underway.
Because the Agency is generally understaffed now and in
ordsr to gain the essential cooperation of the Assistant
Directors, I suggest that rotation of the present Agency
exployees selected for the Career Corps be delayed until

operating offices are nearer to their table of organiza-
tion goals,

io I am in heartv accord with the proposal,.subject
tc the above minor qualifications in timing, and recommend
that you approve the plan in principle.

/8/ F. Trubee Davison
F. TRUBEE DAVISON

ist Indorsement

TOs General Davison

1. I do so approve.

/8/ W, B, S,

. &
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You should read this pege.
NOTE: : X
1. Not only importance of young new employees in Career
" Corps concept but also concept of internal selection - just Y
vhere we are today! ‘

2. 1951 recognition of Agency-wide Career Management
Program.

3. The DIR's admission that the O/Pers should carry the
bell and his offer of wholehearted support.
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SECRET
MEMORANDUM KUtz Direstor of Central Intelligence 3 July 1951
FROM g Direstor of Training
SUBJECT 8 A Propossl to Establish and Implement a

- Caresr Corps Program in CIA

1, Hince its inception six months ago today, the Office of Training,
in compliance with your verbal instructions, has given priority to planning
for the esuablishment of a Career Corps, The formulation of a plan for
so vital an Agency-wide progrem merits more than & six-months attzsk by
ny limited etaif. However, the revent news relesse on the Agency Career
Corps Frogiram impels me to submit herewith the plan az now developed,
with probable imperfections which a later submission might have eliminataed.

2, “he plan tzea,ta upon two basic assumpiions:

2 .
[TV 1) ¢ ly the quality of our personnsl will dspend upon

hizhly selective reoruitment at the junior lewel, but th:qmr

Corpa itself could not and should not be recruited from

ths Agency, tut rather should bs selested from those employesas

who huve demonstrated their abdlity through a period of serviee

in th@)Agmcy FS

Lo A program for a Career Corps, to be successiul, migt ts
intepated with a carser management program for the Agency.

As a corollary to assumption (b) there is also submitted herswith the
proposel plan of Agency-wide Career Mansgement, into which the Career
Corps progiam rmst itself be integrated.

3. Uareer Management and many phases of the Carser Corps proposal ]
are properly the responsibility of Personnel, If this plan is approved
in whols or in part, I recommend that ths Director of Persomel be made
respenslblc for implementing those portions of the plan that are
properly hunctions of his Office, He will, of course, have the wholae~
hearted support of the Office of Tralning,

o . cannot emphasize too strongly that = sine non to the
sucesss ful sxecution of a plan of this type is the nnq%iﬁ;d support
of the Diractcr of Central Intelligence and his Assistant Diresters,
Our study of the subjeet indicates that Personnel and Msasgemsnt have
advanced s.ailar proposals for career development in the past but that

former Diructors failed to give them implementing support,

Distaditautions
Addressa
DhCI MATTHEW BAIRD

DDA
Dpr i

I&50
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GLOSSARY

Certain torms uvsed in & restricted or unusual way o
defined below:

Applieant = & young mEn ur Wom@n wio wishes
- to bescoms 4 vrofessicnal tralnee,
and eventuslliy a earverisd, and
has bsen rasommended by & contacd
f or Personns} Proouremaitho

Basic Training - A course in genersl intelligence
at the CIA lovel, together with
languags and other instruetien,
dasigned to prepare & professional
traines for work in Cii.

Candidate - An employss of two ysors standing
who wishes to snter the Cavser
Corpf;!o

Caresr Corps - Employeas wsho have baen selscle:

for rotation and training in

preparation for positions of

great responyibility. and thoss
. whe hold such positions.

(layeor Managsment < The program of selsction of
Progran carserists, and their subsequen®
training and advancement.

0TA Intelligence - The school offaring initelligens.
School sourses, from Basic Tralning te
the Nationsl Intelligonee Coursm,

Gonbach = A consultant in an educational
institution who guides and recowmends
applicant@. Contacts will be sstablishe
ad in the sepsration csnbters of the
Armed Forcss for the same purpoie.

{ianeralis® - A member of the earess corps whise
' sptitudes and interssts justify
extensive Lraining and rotation in
and out of the Agency, to prepars
him for Agerigy-wide jobs and other
positions of gread rewponsibiliiy.

7
SECRET
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Hational Intellii-
gence Course -

Professional Trainee

o Specialist

Treining Slot

T
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= A final course for careerists,
devoted primarily to research in
seminars on actual intelligence
problems.

= A young man or woman of high
potential, selectsd for Pasic
Training and placement in CIA.

= A member of the Career Corps whose
excellence in & particular field
or office indicates that his
training end rotation should be
directad toward improving his
work in his spacislty.

= A T/0 position estabiished above
the normal T/0 of an Office,
designed to facilitate initial
placement of professional trainees
and rotation of careerists.

\

vid
SECRET
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SECREY

INTRODUCTION

The intention of establishing a Career Corps within the
CIA was succinctly stated by General Smith as follows:

%] am trying to build up a co&s of well qualified men
hers who are interested in g a carser with the

Central Intelligence Agency. To effect this, I recent- X
1y established a training section which functions - as
mich as I dislike the term =~ 83 a sort of career managec

ment offioe,¥

Yalter Bedell Smith
To Hon. John MeCloy
17 Mareh 195L

The Office of Training has studied the problem of es-
tablishing a Career Corps from variocus sngles, and has
consulted experts in carser management cutside the Agency,
as well as expsiricnced szecutives within the Agency.

The problem involves reeruitmsnt of extremely able
young men and women from cutsids the Agency, selsciion as X
coresrists of the most sble people already in the Agency, » X
and improvement of the value of members of the Careexr Corp
to the Agency by training, rotation and other experisnces
A system of carser benefiits and security must be establidhed
for careerists. The recommendatione made in this report
s1e centered arcund annual svaluation intended to uncover
the most able paople available.

Only people with at least two years of service jn the X ‘ X
Agency are here considered eligible to become Lareerists.

Certain problems are clossly connscted with ihe natters
discussed here, tut have been given only passing aittantion
at. this time, because they are subsidizry to the main problem.
Ope is the establishment of carcer bsnafits and security
(¢ppendix R). Anocther is the proper use of military personnsl
or. duty with the Agency, not only from the point of view of
their maximum utilisation by us, but also of thelr own
professional improvement (Appendisx 0).

E

SECHET
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The problem in 1951 is the same as the problem in 196kL.

NOTE: Thet what became the Junior Trainee was recommended in
1951 as the Professional Trainee.

Specialist vs/and Generalist

%t College Consultants Program was reéomended by

- .
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Ao

B.

(: a

})g

SECRET

JHE_FROHLEM

To devise a plan to selsst, recruit, and train young men
and women of great promise, and to place them in the Agency
where they will) be of the grestest usas,

To devise a methad of identifying those amployees of the
Agency who have the highest potential for further develop-
ments to train and rotate them within and outeide the Agency
in such a way that they will develeop the greatest useful-
nses to the Agency; and to place them in the most impors
tant positions. ‘

To provide the training necessary to implement A and B.
To coordinate A, B and O,

LISCUSSION

“he problem is discusaed under the headings«

T, Criteria for Selection of Professions] Trainees,
Mindmm qualitative eriteria sre satablished 1n
terms of edusation, leadership, personslity snd
health. Spscific criteria are astablished on the
basis of the present nseds of the Agency, in terma

of education, specialisation, research and axperisnce.,

II. Recruitment of Professional Trainees, Reeruitmert on
the basis of the gensral and specific eriteria should
bring into the Agency a continuous flew of vorng men

and women, of whom many will prove to bs able specialists,
and a few will eventually develop into generalists capabls

of filling high exeoutive positions.

ik

SECRET
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Note 1951 recognition of: value of assessment, basic training,
performaence evaluation, placement.

In 1951 we also recognized the need of training slots or a
Development Complement. We need them even more in 196h4.

I contend that what I recommended in 1951 is still sound in 19€h.
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I contend that what I recommended in 1951 is still sound in 1964,
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SECRE®

besa with the Agensy a minimum of two yesars, and who
are under LO (LS for the mwff the progran;.
Those who stand out will be » 88 other em«
ployess in this category who wish to ¢ for
Caveer Corps selection. Each year, the best candidates
will be selscted as members of the Curser Corps, which
will consist of specislists, whose capacities and in-

terests indicate that they are superior within thalr offless
and should stay there, and of generalists, whose sapacities

and interests indicate that they are ospabls of £illing
igency-wide positions,

¥1, Training of r _p‘gm%ﬁ% will be dssigned
%o Increase % agr Competence within their oifices,

It will consist of advanced intelligence coursesj Hrai

and language study; scientific, econumic and halaal

study; rotation within the Agency; and trave ]

to be arranged in and out of the Agency by tMe Offias

of Training in consultation with the Office of Pars cnal.

and the Assistant Direstor concerned.

ViI, Training of Career Corps Generaliste will be designed
Ta Incresso the Dieadih and competence of the individual
in the Agency as a whole, rather then to deapsn biw
spseialized skill, It will consist prizarily of study
in the Nstional Intelligance Course which is now buing
establisbad and other high-level Service and sovarnnental
coursesy mnderotation throughout the Ageney cad outelde
the Agency/ The ultimata purpose of the teaining will
be to profuce a Director of Central Iutalligence.

Matters of detail sre discuased in the apprndices.

The discussion ia expanded in the next geatdon,

RECOMMENDATIONS

1. That you approve the repori in geasrdi.

2. That you authorize the Direstors of Training and Persomel
to carry out detalled izplementation,

%143
EECHRET

{
t
i
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Sound today.
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DISCHSSION .

1. SELECTION CRITERTA FOR_PROFESSIONAL TRAINEES

Our problem is to selsct able aud versatile yowy
people whe will it into several offices o!f the Lganay .,
and to construct & program of trainirg and rotation
that will develop their capabilities s the utmoat .
Through the 100 Training Slots alistied %o the Office
of Training, we will bring in annually 200 300 proefessisnal
trainees who meet the general and specifie criterie. &
professional trainee is & young man or woman who &PDERTS
to have & great ability and promiss, wishes to meke «
career in CIA; and is receiving basic wraining -

A, Qeneral Minimum Criteria for Selaction

A bachelor's degre: “rom & poud institution,
with very high standing :from wper i/h %e 1/10 of
clasa depending on institubion and othe. fReLore o -
Acme dioers undergraduate recerd <ill be disregay aad
only if the appiicant has subseguantiy shown brilliance
in graduate school, in the Servisss, or in othes
fields)s skill in a language of Lmmerda'e wtility,
or proven language learning fmility; demonstratad
by succeszful study of two languagss, or study of
one bayond the slemantery lavels svidenve of lsader-
ship and breadth shown by participatien in non-academie
pursuitsg good personality, especialiy tacty sound
health and morals; previcus military service, or
willingness tc enter service at our direction; soundly
motivated desire to maks a career of CIA; willingness
to accept anonymity. In the case of an urmsually
well qualified person, exseption may be mads to thesas
requirements,

B, Negative Criteria

We do not want as professional trainees peopls
with: poor ecademic records; excelilent atademic
records and nothing else; physicsl defects serious
enough to be a handicap in overi work; wore than the
most minor emotional defects; a record of failure in
language study; urwiilingness to g0 overseas; ungound
motivation.

“ 1 -

SECRET
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Sound. today.
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The Ageney will no doubt properly cortinue %o employ
as #pecialiste people who meat thsse nsgative rather than
the positive criteria. If they sre sucgessfiul, they may

- ba selected as cereerists by ths procedures desortbed in V.

C. Specific Criteris

(Figures based on dgency nesds and on infor-
mation supplied by Assistant Directors.)

Out of any group of 100 trainees, there should
be about:

38 College graduates

5 Engineers, with some exparience in
production

7 Ll.B.'s, preferably with undergraduste
mejors in Soscial Sciences, Ares Studigs,
or Internationel Relations. A few o lAwr
should be administrators. s

50 Ph.D.'s or graduste students who have
not completed the Ph.D., but have pro-.
gressed far enough s¢ that they have
actual research training and sxperience.

These figuras are intendsd only as & guide to
selection and recruitment, and should net be regardad
as & Table of Organization. A fipst-rate man must
not be excluded bueavse his category is full, nor
may & segond-raler be brought in merely ¢o £1il a
siot. The figures should be continupusly revised
in the 1ight of job deseripticns for current vecanciss,
(A more detailed bremkdown is given irn Appundix A.)

SECRET
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Essentially what we are doing today or should be doing.

OIR is doing what it had the authority to do.
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i
Essentially what we sre doing today or should be doing.
OTR is doing what it hed the authority to do.

o~
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Essentialily vhes we are doing today or should be doing.
o1+ is doing what it had the authority to do.
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L
Eagentielly what we ere doing todsy or shouid be doing.
OTR i3 doing what it had the authority to do.
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The survivors #ill bs brought to washingten and
interviewsd and assessed with our current needs in
mind. (The testing and assessment pregram is des..
eribed in Appendix C.)

There must be sufficient data common to all
groups to permit comparisen among them. Final selection
from among the gandidates should be made by ths Dirsctor
of Training after consultation with the Direstor of
Personnel, who has ultimate placspent responsibility.
Training liaison of ficers from the appropriste offices
will be consulted befors employment of trainaes.

(It is possible and desirable that some men snd
women whom we would be glad to take at the baghelor's
level will wish to go immediately to graduate schoel.
If they wish to study a relsvant subject, they should
tertainly be encouraged to de so. They sheuld not
be subsidized by us, since any one who is good enough
for this program will have no diffieulty in obtaining
n fallowship or eesistantship. Others miy tuke their
military training after the bachsior's degrae., 4
propossd arrangemsnt with the Awmaed Ferces wil® bs
described in Appendix D,)
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Obviocusly the 1951 tesic training of professional trainees
has been greatly expended and refined.
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iIT. BASIC TRAINING OF PROFESSIONAL TRAINEES

The purpose of basic treining is to give the professional
trainee the basic skills and knowledge necessary to an intel-
ligence officer. Under present eonditions, with the Table
of Organization only about helf full, training must be kept
as short as possible, in order that the traineess may be
absorbed in the Agency at the earliest possibie date.

(The entire course of basic training described balew
is at present available only to professional trainees, but
a3 soon as the demands of the offices become less pressing,
1% will be offered to all new professional employees.)

The training program must be controlled smd expanded
in such & way that instruction will alwsys be given by
experts who are well qualified sither by axperience in the
fisld, or by long study of the subject. Under no cone
ditions will canned lestures or teaching from & manual
be permitted.

A. Basle training for professional trainees, alieady
in operation.

1. Before trainees enter on duty, they will
have bean clearly Informed that they are
not an alite corps, an a elr ure
n the Agengy depends on Lh&ir periormence.
! er training and preferential treatment
will result only from selection through ths
procedures dsscribsd in V.

2o The basic courss for trainess will last
twelve weeks and will be offarsd three times
in the first year besginning in July, October
and March, and six times in subsaquent years.
It will be designed to give the studsnis the
following knewladge and skills:

&- The fundementals of Russian, and an
elementary knowledge of the Soviel srem.
Thess are basic tonis under pregenc
ciroumstences., Students already com-
petent in Russian will be given other
language training. The mornings will
be devoted to this course {Appendix E).

o o

SECRET
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.Y
Obviously the 1951 bssic trailning of professional trainees
hes been greatly expsnded snd refined.

i
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b. The fundamentels of intelligence, hasic

" te all offices, but net spacial to any.
Trainees will lsagn the place of CIA in
the totel intelligence and govermmental
structure. They will acquirs such skills
and coneapls &3 sre necsssary to ail in-
telligence osfficers. Considerable attention
will be given to the study of probiems.
The curriculum will include training in
repid resding and comprehension, and in
report writing, designed together %o spesd
the processing of documents, and to im-
prove the quality and ciarity of writing.
The afternoons will be devoted to this
course, Either during or at the end of
~this course, tralnees will attend selected
legtures in the CIA Orientation and
Indoctrination Course, or its squivalient.
(A description of the intelligence
training is given in Avpendix F.)

3~ Throughout their training, trainess wi'l be
continuously evaluated by their instructors
and other members of the Training Offics,
in order to determine their quality and the
type of work for which they are initially
bsat suited, Unsatisfactory trainees will
be dismissed if a job %“hat they cannot handle
cannot be found (Appendix G).

o At the end of their basic training, trainses
: will be placed within the Agensy, either in
& regulsr or a training slot (See IV.).

B, Propossd expansion of basic training, to be im-
plemented as the Table of Organization fills end
the demand for speedy release of parsonnsl weakens,

i, Elementary ares programsi about three months
in duration (See VI, C.}.

2. Advanced courses in Russian and other slsvonie
and satellite languages for trainses who

already heve a basic knowledge of Russisn,

and courses in semitic and oriental langusges

.

CECHEY
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IV. INITIAL PLACEMEN? OF PROFESSIONAL TRAINEES

&, Placement Procedurs

The traines’s initiel assigmment is of great importance ,
not only in terms of his own development, but of the
sfficiency of the offices and the Agency as a whole.

Every effort will be made to place the trainse in
the most suitable position available., His academic and
other qualifications will be studied, his personality and
aptitudes will be assessed, and his interests will be
ascertained, His performance in basic training will play
an important part in the nature and level of his placement.

Assistant Directors and their representatives will
be invited to interview appropriate trainses late in the
training period, and to express interest, or lack the recf,
until the traince is plased in an appropriate offize snd
& suitable position.

B. Training;ﬁlots

If the criteria for selection and the process of
recruitment were perfect, there would be no problem of
placement. Since they are probably not, provizmion should
be made for a very few training slots in the Table of
Organization of each Uff'ice, to be used for treineas, as
well as for rotation of Career Corps persomnel, a8 deseribed
below (VI}). These slots will have the further advantuge
of taking up slack when thers is a temporary lack of
opanings in particular categories. The Directors'of
Training end Perscnnel should be suthorized Jointly to
plage trainess in “raining slots, after eonsultation with
the Assistant Director. {The nacessary changss in the
Tables of Organization are outlined in Appendix H,)

¥o trainee may remain in one training slot for more
than six months, 2t the end of which he must eithsr be
absorbed into the regular Table of Organization of the
Offics, absorbed slsewhere in the igency, either in &
régular or training slot in another Office, or dismissed
at the joint diseretion of the Directors of Personrel and
Training on the vecommendation of the Assistant Director.

SECRET
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In offices where rotation of new personnel is customary,

it may be found desirsble to move trainees through a
kogical succession of training slots within the office
bafore they are initially placed, but only with the consent,
of the Assistant Director concerned,

C. Evaluation by Supervisors

Four to six months after tha initial placument in a
regular slot, a represemtative of the Office of Training
will request the supervisor of the trainse to meke &
preliminary evaluation of his work. This evaluation will
confirm or contradict the original evaluation, selection
and placsment of the individual, and may lsad to a changs
in the criteria for selection and methods of recruitment .
It will provide & means of eveluating basiec training, and
grounds for modifying training when necessary. It will
&lso reveal obvious misfits, who will be either moved
or dismissed (Appendix G).,

Once & trainee is placed in a regular slot, his
future will depend on his performance. Psrsonnal will
have the same interest in him thrat it does in all
employees, but Training, except for the evaluation firat
mentioned, will become activsly interested in him again
only when he emerges, if he does, as a candidate for the
Carcer Corps after two years in the Agency (See V),

- 10 -
SECRET
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V. SELECTION OF CAREER CORPS

Next to initial recruivment, the most critical problem
in the Career Development Program is the sarly and scourats
salection of Lhe Career Corps. The Career Corps is
composed of men and women of superior ability and perform-
ance and includes specialists, who are outstanding in a X
single office; and generalists, who are willing and able ‘
te £i11 important executive positions that involve the
whole Agency in one way or anothesr. (A more detailed '
discussion is given in Appendix I.) J

A. All Agency personnel in grades from GS-% through
(35«13, who have been on duty for at least two
years, and who are under L5 for the first year
this program is in operation, and under LO X
thereafter, will be studied annually by Perasennel
Lo identify those whe have high potential and
should be considered for Career Development
through further training end rotation.

The group, G5«% through GS=13, is of
manggeable size and i3 capeble of close study-

Justification for thess grades: Profaessional
personnsl who have not advanced to 0S<9 in two
years under current practices of promotion, ars
of low potentizl, It is further assumed that
GS=1l's and above are already careerists, well X
established and professionally competent, so
recognized by their superiors, and for whom
further training may be desirable; or else
fall into categories that would make further
training impractical or unnecessary.

Neverthelsss, for the first ysar that this
program is in operation, it will be necassary
to study personnel Gswlﬁ and above, Lo determine X

which of them should be censidered members of
the Career Corps.

B, The Cafeer Corps will be selected as follows:

1. Appraisal by supervisers will be combined
with age and grede, and graphically

- L% =
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2

represented, to reveal those who stand
out, (Detailed discussion of this §rc~
cedure will be found in Appendix I.

The preliminary group thus selected will
undergo further evaluation designed to
reveal:

a, aptitude potential for improvement.;

b. intelligence; aptitude, and personality;

8. knowledge of the intelligence process;

d. ability to work from evidence in sn
inteliigence problem;

& knowledge of current affairs, together
with historiecal and economic back-
ground; and

f. ability to learn languages

(The procedure will be discussed in
Appendix J.)

For two years, or wtil the carser program
is well established in the Agency, it will
be necessary to permit all employess GS5-9/13
to take the Lests if they wish, as a check
on thes appraisal, Allowance must be made
throughout this process for different levels
of performance st the various grades and

by persons with differant kinds and amounts
of service,

On the basis of the appraisal, evaluation and
tests, two small groups will be selsctad:

the candidate speeialists and the candidate
generalists, The candidate specialist will
appear before the Board of Review in hia
office (Appendix I}, which will determine
whether or not he is to be considersd a
specialist. The Board, with & representa-
tive of the Office of Training, will lay

cut a course o° study andfor rotation.

The smaller group of candidate generalis ts
will appear before a Boerd of Examination and
Review (Appendix I, Section A), composed of
the Diregctor of Central Intelligence or his
representative, the Direstor of Training or
his representative, the Assistant Directoepr

- 12 -
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of the office involved or his representa-
tive, the Director of Personnel or his
representative, and other appropriate
persons., The board, through interviews, and
any other means it wishes to employ, will
make & final judgment that the candidate

is or is not to be considered a generalist.

C. The successive steps of appraisal, evaluation and
interview will reveal the two groups with which
the Career Corps Program is concerned:

1. Specialists who are highly satisfactory in
Egeir present position, whose desires and

aptitudes indicate that they should stay ’( : .
in that sort of work, and whoss potential -
justifies further training snd promotion

Some of this group may become Assistant U _easme
Dirsctors; but they will remain in their )
original offices, A

2. Generalists who are highly satisfactory in 9 Y

their present positions, but whose aptitudes

and interests justify extensive training ard //}«( d L are
rotation throughout and cutside the Agency.

to prepare them for Agency-wide jobsj and D ,LW
othar positions of great responsibility. : E
Frogrom !
D, The specialists and generalists are the Career .
Corps. Selection for the Career Corps does not Y

mean immediate promotion, but greater opportunity.

13 =
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VI, TRAINING OF CAREER CORPS SPECIALISTS

The purpese of career training for specialists (V,
C, b) is to improve their sfficiency and range in the
offices in which they work and to which they will return.
Assistent Directors may rest assured that personnal
released for training as specialists will returmn to their
office of origin, and that they will be ai least partially
replaced by other members of the Career Corps rotated
into their office from other offices, or by professional
trainees, The proposed training slots in the offices will
be used to facilitate rotation {Appendix H). Since soms
spacialists will becoms Assistant Directors, a broad
variety of training will be made available. Programs will
be tailored to individual needs.

The training may be designed to impart new skills
and knowledge, to refresh and improve existing skills and
knowledge, or simply to get the individual out of a rut
by & change of envirommert and concentration. The '
last will be of particular value to analystes, scientists
and librarisens, who are likely to fall into habits and
attitudes of mind that are not necessarily the most pro-
ductive. Training for specialists will be arranged
individually, after consultation and agreement with the
Assistant Director and his Board of Review (Appendix I,
Section A).

Some of these objectives may be accomplished by
training courses already existing or to be established
within the Agency. Others may best be achieved in
universities, industries or other government sgencies,
or by travel. (A sample plan of rotation and training
is discussed in Appendix K.)

A, The advanced intelligence course will be of
value to nearly all in this grou » particularly
the less experienced {Appendix L).

B. ' The simplest problem is the acquisition of a
language. #hen there is considerable demsnd far
& language, instruction can be handled mosd
economically by arranging with an institute or
university to set up the required language
training for the group. Language training will

s 3’& "t
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be set up within the Agency for thoss whe

cannot be trained outside because of the

demands of their duties here, or because of
security, or those who have a language skill

that can be improved by part time work. In

the case of languages for which there is scattered
demand, instruction can best be arranged through
outside institutions, preferably local, en an
individual basis.

The best ~ay to study a language is full time,
with complete leave of absence from other duties,
Compromises may be made, but only at the cost
of efficiency and speed (Appendix M).

Somewhat more complicated is the problem of area
study. Two elementary area programs should be
established, preferably in local educational
institutions, or within the Agencyy one on the
European orbit of the USSR, and one on China and
the Far Fust, For mors advanced study, and for
study of other areas, specialists must be ssnt
to academic institutions. Existing resources
are being studied, with the help of the Social
Science Research Council. In a very few asges
such study mey be accomplished in & summer
session, but in most instances, an acadsmic yeary
or even two will be required {Avpendix P) .

The Office of Scientific Intslligence has a
particular need for a program on Soviet Science
combined with arce study, and the affsct of
science and technology on international relations.
This question is being studied. The purposs may
be accomplished in or ocut of the Agency. Such

& program should also be useful to the Office

of Research and Reports (Appendix P).

A gcourse on economic intelligence, and its use
in support of economic warfare and operations
will be developsd,

Seientists;, economists, and other specialists

will be sent to universities, either as students
or &s research associates, ts increase their
substantive knowledge, or to carry out rseearch,
or simply for professicnal refreshing {Appendix P) .

15 -
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In many cases training in an industry, foundation
or laboratory will be more useful to scientists,
sconomists, and other spscialists than university
training (Appendix P).

In some cases, travel and study in an appropriats
and feasibls area will be the most desirable
program, whether for training eor refreshing.
This might sometimes be accomplished through
rotation in one of the operational offices or
through the Foreign Service (Appendix K).

Rotation within the Agency, through use of train-
ing slots in the offices, will be desirable in
cases where the work of an individual is or will
be closely connected with that of another office,
but in all cases the purpose of such training
will be to make the spacialist more competent

in his own office, to which he will return
(Appendix K) I3 »

dith the cooperation of Office of Scientific
Intelligence, short courses in the present
knowledge and capacities of Soviet scientists
in the various fields, and of the present and
potential capacities of Soviet weapons should
be established, not only to increase knowledge,
but to overcome some of the superficial comn-
tempt for Soviet science that is current.
These courses should be open to personnel from
other intelligence agencies.

- 16 =
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VII, TRAINING OF CAREER CORPS GENERALISTS

Generslists (V, C, 2) are those very rars individuals
#ho have the capacity to bring togsther many aspects znd
branches of the intelligence problsm and organization,
and wish to do so. Their need is not for specialized
training, but for increasing areas of responsibility
and experisence on tha one hand, and for rotational ex-
perience within the Agency, as well as in othasr intelli-
gence agencies and other governmenteal agencies which
have mutual intelligence needs.

wWhersas the purpose of Specialist Cereer Training ¥
to produce bettesr spascialists, there is considerable
doubt that any particular effort should be made to improve
the special skills of the generalists, excepting to
broaden their languege ability, increase their firat hand
¥nowledge of important foreigr sreas; and to give tham
enough expsrience in the various offices of tha Agency
and other intelligence agenciss so that they can under-
stand their products, and know their ilimitations and
papagities.

Therefore, whila a high percentage of this group
#31%1 have benefibed as specialistes from the sort of
training described in VI, before they have been idsantified
as generalista, an entirely naw emphagis musi subsequently
be plaged on their career dev@iopmeg;j} The purpose of
their training is to produce Directd¥s of Central Intel-
ligence, Deputy Directors of Central Intelligence,

. Assistant Directors, and Deputy Assistaent Cirectors,
Assistants to the Director, members of the National
fSstimates Board and other key peoplec. (A s=ample plan of
rotation and training is presented in Appendix N.)

L. On the scademic side, the Tirst need is for &

‘ national intelligence course, not only for
this group, but for ths personnel of other
intelligencs agencies {Appendix R).

B. Gensralists should bz rotated throughout the
Agency, by means of training slets.

C. They should also attend the National dar College,
NHaval WAar .ollege, Industrisl Colleze of the
Armsd Ferces, partigipate as members of the Staff

D
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of, or attend the General Staff and Intelligence
Schools of the Armed Forces and the advancad
Foreign Service Officeris Course at the Foreign
Service Institute of the State Department.

D. During, before or after the period of rotation
within the Agency, generalists should serve
long enough (at least one or two years) in
one or more of the intelligence or operational
agencies of National Security Council Staff,
State, Navy, Army, or Air Force to understand
their methods and objectives.

B. Time should be given the generalist for study
of foreign intelligence systems, both friendly
and unfriendly. - Materials in the posssession
of the Agency will be made available through
the Office of Training.

At the end of the period, the generalist should be
ready for positions of great responsibility on the level
of Deputy Assistant Director and Assistant Director, and
after experience on that level, to serve on the immediate
staff of the Director or Deputy Dirsctor, and finally for
Veputy Director of Central Intelligance and Director of
Central Intelligence.

{Note: Jobs in the Agency fall into four categories:
technical, administrative, overt analytical and research,
andé covert operations and collection, Specialists

should be rotated within one of these groups, but not

among them. The above has been written on the assuaption
that it is possible to fiad generalists capable of under-
astanding each office, though not necessarily of specializing
in its work.)

[wk.2 02 LY
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APPENDIX &

SPECIFIC CRITERIA FOR INITIAL SELECTION

(Figures based on Agency needs and on information
supplied by Assistant Directors,)
Out of any group of 100 trainees, thers should be about:
38 College graduates with fields of con-
centration that bear some relationship
to reality. Of these:

2l should be potential operators
should have wnusual language training

A few should be administrators.

& L
5 Enginsers, with same experience in production ,u/ﬁ ou}-
7 L1.B.'s, preferably with undergraduate majors daiw/ ,m
in Social Sciences, Area Studies, or Inter- :
national Relations, A few showld be adminis- 196 Y
trators, }

50 PhoD.'s or graduate students who have not
completed the Ph.D,, but have progressed far
enough so that they have actusl research
training and experience. Of these:

L in Political Science, Sociology, History -
or International Relations '

7 in Econamigcs

12 in Area Studies

3 1in Modern Languages

5 in Physical and Biological Sciences

19 in these or other fields, provided they
have strong contemporary interasts, and
are interested in concrete questions ‘

In view of existing shortages, the numbers of
economists, scientists, and area specialists recruited
for the coming year should exceed these figures.

SECRET (Appendix 4)
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APPENDIX C

TESTING AND ASSESSMENT OF APPLICANTS

L

Field Testing Program

I. Assgggtion

II.

The Professional Trainse Program is sufficiently

publicized by the Central Intelligence Agency

among colleges and universities so that there are
at least two thousand excellent prospscts each
yeer, Somes of the applicants would be recommendsd
by coilege contacts, contacts in the Armed Forces,
and Personnal Procurement. Others would apply

on their own initiative. .

Personnel Procursment authorities in CIA
review personil history forms, medical question-
naires, security check sheets, and other appli-
cation forme and weed out persons who could not
pess CIA employment standards. If possibls, at

laest one th
testing _

Testing I'rocedure

. has wail-trained
axJuInUrs—!zrxtﬁziﬁtIIF‘ﬁlﬁﬁﬁa‘tﬁraughout the
country, espscialliy in cities having higher edu-
cational institutions. Such testing centars have
been selacted

because of the ZGeasa ¥ 10

students throughout the country. A few days

IE-CQEM“T“ ng progranm, |

would send t8sting kitt to the
examiners, one kit for each applicant to bs
tested. Applicants would report to these testing
csnters for & one-day objective testing program.
The testing programs would ba held three times sach
year, possibly February, May and Octobsr. Only as
many testing kits would be openad ay there ware
sapplicants Lo be tested, Unused testing kits woulid
be returned Pith

~ 22 =
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III.

the envelope 3 i y usgd
testing kits. would
score ali test uRIs In respeci to

e&ch testy compile distributions, nermg, and other
statistical data for that particular testing
program; contrast these statistics with norms
from previous CIA testing prograns, and on the
bas terta devised | |
end the Office of Training, .
&sterisk those applicants who ware sufficiently
outstanding to warrant assessment., The informe-
would be summarized
and sent to the
UITIC® o Training within two week= so that the
Assassment Team could get to work assessing the
more outstanding applicants first, Applisants
B y ol < : () ) 4 B8 1 AN

who did not mect th
trainess
would be

TestingABatteﬁx

For the most part the
| !program would cong Va-tLype
xaminations, The final battery will need to

be worked out in detail later, but the tests ane
questionnaires outlined below would constitute
the core of this program. Applicants will be
required to devote the whele day to the testing.

L. Briefing by the examiner re testing procedures
~ and program for the day, and the signing of
& secredy agreement re tests and protedures.

2. The applicants £111 cul:

A Blographical Questionnaire which would
have quastions re college degrees, acadsmia
honors received, class standing, leadership
in non-academic collage pursuits, willingness
to serve overseas, Biographic information
i often relisvant to Jobv placements suvch forms
fre 4 es3ential part of sll intenaive paycho-
logical examinations given in the military
services.. .

3. A 30-minute Test of Mental Speed calibrated for

such highly qualified applicants.

. 23 .
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. A 30-minute power Test of Logicsl Reasaning.

S. A 30-minute Current and Aorid Affairs Test.

6. A 20-minute powsr Test of Vertal Intelligence.

7o A 30-b5 minute Vocational Interest Invantory,
for the purpose of determining which voca-

tional interesls are strongest for Agency
placemsnt.

8o A 2-hour subject mettsr test covering physical,

bloiogical ard socisl seiences. This sxzamina-
tion would include the standard subjecis. A
complate sagtion would be devoted to testing
fundamentals of good report writing such as
English usage, spelling, punctuation and
capitalization, and reading comprehension,

&

A LS=minute Tewperamens.Personality Inventory,
for the purpose of scmening out possible
psychopatnics and extrens neurctics.

10, A 30=L5 minute written Interview Cuestionnaire,

which is a projective psychological terhnique
designed to roveal attitudes, interwsts
and motivations related to CIA sctivities.

lusive, would be scorsd by
and the statistics weuld

be sent to Office of Praining. In additien,

would fumish e profile—

TR r each spplicant. Test No. 2
and 10 would be sent to the Offiee of Training for
reading and interpretation, although for test No, 2

agoring keys would ultimstely be developed to simplify

interpretation for some of the variablse important
in the Blographic Luestionnaire.

Thy tests and questionnaires enumsrated as ’
alomente in the test Latlery are &b rresest available

aither in CIA or from publishing houses and universities

which sell psycholopical tests. For the first yuar
we shell have Lo drew from these sources but as the
Program continues year after year, i% <111 be highly
dJesirable 'or reasons bell seeurits

ness

SECRET fhppandix O)
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Psychological Staff of the Office of Training devise
tests and questionnaires specifically designed for CIA
needs. In certain tests, only revisions and some
additional standardization and validation are needed,
since considerable CIA work has already bsen put

into them; for example, Nos. 2, L, 5 and 6, and 10,
However, it is desirable to develop completsly new
forms for Nos., 3, 7, and possibly 9, No, 8 will
require a certain amount of research, but not too

much time should be required w CIA
form sincel Iis preeminent

- in this fidxns

Not only is it desirable to have these tests and
questionnaires developed specifically for CIA, but
also we should have alterate-equivalent forms for each

. test and questionnairs for use in localities where

it appears that the items and questions in the test
have become toc well-known, Such alternate-equivalent
forms are especially desirable since in some places .
three testing sessions may be held during one ysar,
which will make it possible for some of the eariy
applicants to pass on clues and information to sub-
sequent applicants. In such places the altermate-
equivalent form would be subastituted for the original,
Both the original and the alternate-equivalent forms
would be revised each year. Scme of the tests would
not need very much revision, such as Logical Reasoning,
Hental Speed and Verbal Intelligence, but othsrs such
as Current and Aorld Affairs would have to be brought
up to date. Priority would be given to the revision
of those tests in which items become stale or in which
cribbing is easy, ’

It is not contemplated that | |
[:::::;:]will find any great diffIculty in setting up
an orderly and e ficient schedule of testing programs
throughout the country three times each year., Pere
haps during the first year there will be a slight
amount of confusion, but durins the following years
the testing programs should prove of no great dif-
ficulty, especially if there is someons in the Office
of Traini signated to coordinate
E;;;;;;;;:f:j:;jgctivitieso Their bJE‘UEE‘iTII‘BL

" se, standardize, and validate tests,
questionnaires and techniques related to the sbjective
testing program, They will need to sxpend considerable

e 29 -
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effort in this direction during the first two ysars.
After this, they will have to devote substantial
numbers of redearch hours sach year to keeping the
tests, questionnaires and techniques up to date by
incorporating ressarch findings in the battery, If
the job is properly done, more or lees as outlined,
CIA will have 2 more comprshensive and objestive
battery of tests than is being used by the Foreign
Service or any of the military services, In terms
of economy, it would nmean that the Assessment Team
would not waste their morse expensive maw-hours in -
&sgossing those who are unquaiified for CIA,

B, Assessment Prior to Final Selection

During World War II the British developed, ithrough
the War Office Salaction Boards, a new type of scien= -
tific personnel selection known as assessnsnt. In -
the War Office Sslection Boards the person being
asgessed was askad to curry out a variety of prncticu.
problems in real-1ifs situetions. He was obasrvaed
and tested by military officers, psychologists,
peychiatrists and the commanding officer of the
Selection-Assessmant Schooi. Frior to the estab-
1ishment of the British Selection-Assessment School,
five cut of ten persons failed succsesfully to
complete training schools in Scotland, even though
these prospestive intelligents officers had been
presumably well-scresned by their recruiters,

After the eztablishmant of ths Selection-Assessment
School, through which studenta were required to go
before entering training, only cns student out of
ten failed to complete the course successfully.

I.  Purpose and Principles

It is planned to use a modified and limited
set=up in the G{fice of Training toc asse=ms -
applicants for inportent psychological qualities
which cannot be tapped by means of paper-ande
pencil ocbjective-type tests, The testing program
will be used to measurs the applicant's mental
and intellectual fitness for research; the assess.
ment will reveal his psychologicel fitness for
executive and operaticnal posts. The asseasment
procedures will attempt to measure characteris-
tics of the appllicant such esy

T
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His ability to d-vise scliutions to difficult
practical problems; e.g., "4hat measurss should
be taken to nullify comrunism and increass the
acgeptance of democrecy by paoples throughout
the worid?”

His ability to take the lead, the initiative,
in situations where no leader is designated.

His ability to carry out his leadership
responsibilities when he is assigned the task
of being a leadsr in a specifiec si vation;
his ability to persuade and inspire others.

His degree of frusﬁration tolerance; his
ability to work under stress and tension.

His effectiveness and capacity to work as &
cooperative member of a team; his sense of
discipline.

His insight into his motivations snd trose
of others; his acceptance of criticism and
his degree of objectivity in analyzing his
mistakes.

His attitudes toward military and civilian
personnel in this countrys and his attitude
toward natives of other countries.

His attitudes toward important problems of
national security.

His ability to think and speak on his feet.

His energy, drive, %eal and motivation for
CIA vwork,

His ability to organize his thoughts on papar.
Can he write clear, concise, well-organized
reports?

These and many other characteristics, which

will be observed in the assessment process, are
important in the training and placement of a
person in this Agency.

o
-4
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This was implemented later in 1951, as you know,
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ARRANGEMENTS WITH ARMED FORCES FOR TRAYNING OF PROFESSIONAL
TRAINEES '

~ This Appendix will be written wher negotistions
with the Department of Defense are successfully
completed.-

o
e
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APPENDIX E

LANGUAGE PROGRAM FOR TRAINEES .

(Besause of the current needs of the Agency, the langusge
preszently taught is Russian, The same methods can be used
for other languages.)

A:. Organization

Number of students in each group- 2C=3
Length of course- 12 wasks
Hours=rcosaoacnones : 20 hours per wiekj

13 AcM, = 12 Neam
Monday through Friday

B. Program of instruction

(1) Descriptive grammar and theory: 2 hours veekly
{2l hours)
(2) aroup drill - phonology, spoken languageg
reading drills 8 hours seekly
{96 hours)

(3) Individual laboratory drill for spoken
and written language- 10 hovrs weekly
' {120 houra)

C. Objestive

(1) Foundation for proficiency in use of spoken and
written language,

(2) Basic knowledge of phonology, structure, and grammar,

s 32 -
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(3) Active non-cognate vocabulary for everyday life
gsituations - approximately LOO words,

(L) Passive recognition knowledge of cognate vocabulary -
newspaper level, 700 words. :

(5) Essential verbs and declension forms,

Objectives

At the end of this period, the average student should
be able to use the spoken language with reasonakls fluency,
and with oral accuracy so that he can be readily understocd,
His oral skill will be limited to everyday life situations,
with a spontanecus active vocabulary of some LOO words, Lis
suditory recognition skil) should be much broader, covering
possibly 750 words.

FbllcwaE

After thls foundation course, selected students should
be directed to continue their language training at the rata
of five weekly hours of laboratory drill in the CIA Language
Sehool Laboratory to increase their skill in the use of tha
spoken and written language. One additicnal hour per week
should be provided for remedial and corrective linguistie
analysis, If this ineservice internal training program is
continued at the rate indicated for sbout 18 months, the
gtudent should have a good active command of the languags,

Through consultation with the eeversl offices, ine

service training ean be focused on the acquisition of
speclalized terminoiogy in various technieal fields.

= 33 =
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APTENDIX ¥

: )
THE BASIC TRAINING PROGRAM OF THE CIA INTELLIGENCE SCHCOL

k., Discussion

The Basie training of this school is designed to givs
the trainee the knowledge and skills basic to intel-
ligence. The program will remain flexible, sco that -
it may be tailored to suit the needs of each new
group. The early courses camnot tum out finished In-
telligence Officers, but the graduates will enter
their jobs better prepared than heretofors.

B, Program
The program will consist of:

(1) Necessary lectures on orientation, mission
and security.

(2) Structure of U. S. Government and CIA‘s role
therain.

(3) Missions of Intelligence Advisory Committee
Agencies.

(L) Organiszation of CIA.

(5) lectures ou the World Situation, Foreign
Policy; the Soviet Govermment, History, ete.

{6) Methods employed in intelligence.
The tentative twelve week program will be interspersed

with problems and training films, and seleetions for
readings in foreign ianguages.

Tt ﬁ& i
SECRET {Appendix ¥)

Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9



25X1 Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9

Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9



Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9

T s
SEORET

APPENDIX G

EVALUATION OF PROFESSIONAL TRAINEES DURING TRAINING

Each traines will be subjected to & running evalua-
tion during Basic Training in order to systematize, verify
and extend the knowledge of his aptitudes obtained by
testing and assessment prior to his employment {Appendix
C)s and to determine his potential sc that he may best
be trained and placed, within six wmonths after s trainee
has been placed, his supervisor will be asked to evaluate
hims

A, Evaluation During'Training

The Evaluation Psychologist, the Chief Instructor,
and the Instructors will periodicelly rate each student
in terms of performance in courses, personality, and
ranking in comparison with other students, in order
to determine his outstanding strengths and seaknesses,

The following rating system will be used:

Ratings Definitions of Ratings Percertile

Superior : An sxtremely outstanding performance 98-109

Excellent

An outsthnding perfomance, definite-
ly above average 85-97

Satisfactory: Requirements met without distinction 50-8Y

~ Madiocre { Minimum requiremenis bafely'mat 16-49
Paor : A deficient performance. Definitely
below average 3-15%
Failure 3 - An extremely deficient performance 0.2

Note: The derivation of the ratings from the nonmnai dfstri-
bution curve does not imply that the students would be markad
"on the curve®™ -- which is an arbitrary statistical inter-
pretation of human variability. The studsnts will bes reted

. 35 en
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in terms of their ability to hold career jobs in the Agency.
In some classes it is conceivable that all students will
qualify. It would be spurious, therefore, to fail same

of them merely to conform to the iniquitous practice of
marking on the curve.

Students rated low will be carefully studied to determina
whether they can be improved, or should be dismissed.

A final evaluation will be sent to the Director of
Training, and will be used as one of the bases for initial

placement,

B. Ewvaluation after Initial Placement

Supervisors of trainees will be asked to evaluate
ther from four to six months after initial placement.
The evaluations will be studied by the staffs of the
Office of Training and Persomnel, &nd by the Assistant
Director, as a check on selection; training and
placement. Trainees who present a problem at this
stage will be carefully studied, to determine whether
they should be placed in another position, or dismissed,

If a trainee undergoes an important change of
position in his first two years in the Agency, a

gimilar evaluation will be made from four to six
months after the change,
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Pages 38 to 51:

This may not be as appiicable in 1964 as it was in 1951. But

we'd at least have an Agency Career Management Program today

if we'd given the 1951 orcposal a trial.
A
-~
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IDENTIFICATION OF CAREER CORPS: CAREER MANAGEMENT PROGRAM

In this study of carcer or management davelopmeni thers
is carried forward the conception of a limited and elite group
implied in Genersl Smith's letter to The Honorable John MeCloy,
17 March 1951, Its procedures and techniques are dirested to
the identification of the Career Corps. The ticket of admission
. to the group 1s demonstrated ability on the job., The following
are proposeds:

1. The formation of 8 Board of Examination and Review
at the Director-Deputy Uirector level of the Agency
and Boards of Review at the Office level. (Seetian A)

2. Annual appralsal of employees by their supervisors
andfor associates (Section B) to take place againat
developing job-performance requirements {Section ).

3. Restriction 1o non=clerical persormel in the GS 913
level inclusive, i¢0.; the most likely career group.
The raticnale for this position is =zet forth in
Section D

L. Emphasis away from rating (the Civil Service concept)
and directed toward what the employee can do and what
may be dons to improve and prepare him or her for
higher level service.

S. The first step objective is to train and ground super-
visars in appraisal technlque; the second step objective
is to identify pools or inventory of "potential" [sea
Seetion E for discussion of possible application of
the duPont Company "skimmer chart? technique); with
the final objective, a joberotation program (Seciion
C,2) for identified potential as and when the tight
manpower condition can be relieved

Given the manpower shortege of todyy, it is felt that this
Agency can 111 afford eitber inadvertently, or more important

3
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through Jack of training, to overlook the ®potential® now cn
board. In addition the prograu should benefit morale, ald
vecruitment,; and sharpen-up the applicaziion of training facili-
ties (Section F). ‘

| This study has grown out of the consideration of some ten or
i - twelve comparable industrial plans, those of Air Fores and Navy:
- end a review of certain "status and effieiency” and other re-
. ports in being or contemplated in the Agency (Section G)o

It is recommended that the program be adminietered by &
Caraser Development Staf{f, and that a man, experienced in this
field, be brought in and supported by an adequate staff,

The tis=in of this program to the Professional Traines
Frogram and to Personnel IBM card system is set forth in
Sections H and I.

4, Board(s) of Examination and Review , and ol Raview

A first requirement for success of the program is active
top echelcn support. This requires that the Front Office and
Q’5 tie Assistant Directors on whose Offices the program impinges
o anderstand the objectlives o! the program and give 1t their
baCKing °

With this backing forthcoming; it is proposed that a EBoard
of Examination and Review be formed at the Director-Deputy
Jirestor level of the Agency. This top=level Committee would
31t annually. The function of the Board is sat forth in Section
7, By 3 of the Discussion.

Below this Board sach Office will havs its Board of Review.
-{ts Cheirman could be the Deputy Assistant Director; The Train-
i ing Liaison Officer of each Office could be Secretary. These
i hoards will sit as need arises,

The function of these boards, working with the Career Levelop-
nent Staff is:

1. Develep braad requirements for efieative performance
at those levels of administrative, professicnal srd

L SECRET (Appendix I) 4
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technical competence contemplated in the proposed
program. The objective: a more complete under-
standing of the fundamentals which make for superior
performance in each category and at each level of
effort.

2.  Measure the individual against the job requirements
of the level in which he operates and at the next
higher level.

3. In cooperation with the Office of Training, acting
‘through the Training Liaison Officer, develop ime
proved training procedures and applications,

L. In cooperation with the Offices of Training and Per-
sonnel, to plan logieal Divisional, Intra-Office and
Inter-0ffice rotational circults and promotions.

It is believed that the effect of the proposed board structure

would be to stimulate recognition and development of ability.

B.

Appraisal
l. Appraisal and Proposed Application

The proposed procedure and technique of periodic
appralsal of an employee by his supervisor is deemed
primarily a managerial tool to be line administsred.
It follows, then, that the method should be:

a. Geared to and reflect the peculiar problems
of the Agency and its individual Offices;
and

b.  Decentralized. i.e., the supervisor limited
to an appraisal of those he knows or has
contact with personally.

2.  Appraisal Techniques

The purpose of varying appraisal techniques is identical:
to foree the supervisor to think in an orderly fashion

= 40 =
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about the pecple under him, to the end that the
appralsals may be meaningful,

In technical jargon the appraisal muet be valid,
i.ec, an asccurate measure of the abilities 1t is
supposed to measure, and reliables, i.8., measure

the same ability consistently. Actually appraisals
are likely to be inaccurate, astersotyped and exhibit
"halo effect", i.e., a favorable appraisal stemming
from personal predilection rather thsn from objective
analysis.

In an effort to reach objectivity two techniques are
currently developing, the Appley technique and the
"foresd choice" technique.

The Appley technique is employed in the Detroit Ediscn
Plan. Here; some four supervisors who know the indi-
vidual and his work sit as a pamel, with a representative
of management development staff sitting-in as coach

and modsrator,.

In the forced cholce technique the supervisor is forced
to choose between tw~ or more statements as most or
least descriptive of the individual. Rating as to
determinate traits or characteristics is then derived
by statistically weighting the responsesz to the many
alternates. The end product is, theoretically, an
accurate and valid appraisal in which "halo effect?

and other aberrations are eliminated.

This technique, unfortunately, has the disadvantage
commen to all codes (it employs a code in the form

of a statistical weighting), 1.e., it locses its
effectiveness when the code 1is brokem. In practice

this happens. Supervisors sconer or later becoms

aware of "pay-off" alternates and are guided accordingly.

For these reasons the forced choice technique is re-
Jected here, as is the panel or Appley technique,

largely because it would appear that the staff work
required would be prohibitive.
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Appralsal Koy

The ultimate arpralsal or evaluation form to be used
in the Oifices will be worked out by the Chief of the
Caresr Developmenti Staff supported by coupetent
technical help and in cooperalion with the Offices,
working through the Training Lisison Officer, who as
suggesated above, would be a member of the Board of
Review of the Oifice in quesiion,

There is attached herewith, however, a proposed form,
The thinking behind it is based on the thesis that
validity. reliability, and lack of "halo effeet" can
best be achieved by tying the appraisal closely to
specific job requirements both at primary and advanced
ievels of competence; a practice which has found ex=
pression at primary levels in practice in the covert
offices (Form 51=53, Status and Efficiency Reports),

The form iteelf is the best exposition of the general
technique propored, The form is to be regarded as a ?
prototype ot peneral methodj it is to be expectad

that the form, in its detall, will be modificd and

rafined in practice.

The form has Leen gesred to current Navy procedures

of rating the individual, not as excellent, average, i
etc,, but as adjudged in the first 10%, next 20%,

middle LOZF ete., conpared “with all others of the

same® prade snd Job family “whose professional abili- !
tiez are known to you personally." It is felt that |
this technicque again contributes to the objectivity £
of the appraisel.

Ancther feature oi the proposed form is that rating
the individual (in the middle LOZ etc.) acts a= a
eoordinate point on a secale. It im believed that
this technique has certain advantages:

#. The employve's performance and ootentialiity show
up visuslly as a profile.
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(Note:

bs A current appralsal can be compsred with a prior
appraisal by tracing the prior profile and supex-
imposing it on the current profile,

As the profile is placed on a scale which is virtually
1% to 100%, it ie possible that an aggregate of scale
points can be arrived at. This aggregate of points
might be used as a "bonus" factor which might make
possible the application of the skimmer technique

(See Section E.)

The question might properly be ralsed: Why has not one

of the more orthodox Executive Development appraisal forms been
adopteds, The reasons are two:(a) the more objective the job
criteria the sounder the appraisal; and (b) it is felt that the
usual forms lack validity in life, i.e., they portray the nmyth
of the successful man as conceived by men of success, )

L.

56

Appraisal of Employees

It is proposed that the appraisal of any employee be
based on the joint opinion of at least two men who know
the man and hie work. Where this proves impractical,

it is suggeated that the individual be asked %o apprai.se
himself on the identical blank form. The supervisor
may then compare the appraisal with his own, Any
variants would be adjusted in a subsequent discussion
with the employse {see 5 below).

(as proposed in the report) is not believed
to be in the intere ency morale. Regardless
of the fairness and objectivity of the supervisor,
the employee derives far more confidence if more than
one individual eits in judgment on him.

The single appraiaer: inaf: the immediate supervisor

.Discussion of the Appraisal with Emplgxgg

The appraisal should be dircusszed with the employee,
Thus the individual is given a chance to express his

- k3 -
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interest in advancement and to give his opinien of
his own training needs. In this discussion, however,
no promises shovld be made to any individual or
participant in the program.

This discussion and interplay between supervisor and
subordinate helps bring out the individual®s good
quallties and his training nesds, and thus enables a
supervigor to discharge his primsry responsibility,
i.ec, that of developing people entrusted to his
care., As experiense tends to confirm the observation
that employess supervise as they have been supervisad,
this procedure should ultimately benefit the whols
organization.

Practically it is just at this point that the whols
appraisal process can be slanted away from a rating
concept and dirseted toward determining what The individual
¢an do and what training can do to rove the

individual and prepare him for higher leve sorvice.

6, Time Elements in Appraisal

Appraisal will take place annually,

Co Job Performance Criteris and Rotational Circulits

1. Job Familiews

A primary requirement for success of the proposed
program is tos

a. Establish at the primary (junior) level broad
Job families that exhibit comparable periormancs
criteria.

b.  Develop specific criteria for effective rerformanie
in each broad family at the primary level and at

suceseding levels of competence and responsibilit;f
within the Agency.
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2.

The objective here is a basic underastanding of the raal
qualities that make for superior performance, Civif
Service Job deseripticns are written primarily to
Justlfy certain GS levels, and are not always helpful.

It is believed that a hopeful start has beer made towerd
these requirements in the job families and job requlre-
ments which find expression in the proposed appraisal
form (Seetion B). It is anticipated that the Boarde

of Review (Section A) working with the Career Devalope
ment Staff will be instrumental in further devaloping
and refining these criteria. This pgrowth will take
place throughs

&, FMurther study of the education, experience and
kmowledge requirements in job families and for
comparable jobs.

b. A statement from each member of a supervisory
group of the requirements to perform his job
effsctively; and of what he recuires in performsnse
from other supervisors reporting to him. )

Answers to such studies, edited and sifted by the Boards
of Review might well contribute to a more objective
understanding of job performance eriteria,

It is, of course, far easier to call for meaningful
criteria than to produce them, particularly as one prg=
¢eads up the scale of competence. Yet appraisal in

the absolute or in vacuo resulte in a lack of objectivity
and induces a fuzzy frame of reference in the appraiser,

The development of specific and adequate criteria, then,
le vitally important to the success of this orogram.

Rotational Circuits

The defining of job families, as proposed above and in
the suggested sppraisal form (Section B), is a first

o }8 =
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step in determining logieal rotation circuits. Thus

it appears illogical; at junior or even senior lavels,
to rotate to an an ical-research job an individual
appraised as basically an operational type, It is

only at higher echelons of competence and responsibllity
that such rotation becomes feasible and fruitful, The
device suggeated in the appraisal form, in which rating
on the basie of additive qualifieations requirsd for
higher levels of competence, will, it is hoped, prove

8 useful toel in determining fruitful rotaticns,

Much further study will be required in this field. Such
study and the identification and fixing of sound job

rotation circuits is a function of the Boards of Reviaw,
the Career Development Staff, and the Office of Training,

D, Agglicat‘!.on

1.

Discussion of Application in Depth

This program should be restricted to the GS $=13 level
of non=clerical personnel. Again the thinking behind
this proposal is that of restriction to a career group
in line with General Smith?s conception.

The rationale for the selection of the GS=9 lavel, as
the lower limit in this program, follows. :

As one geoes down the employee pyramid in a program of
this kind, a law of diminishinz return sets in. More
and more appraimsals are required but the chances of
uncovering "potential” are not proportionately im-
proved. VWhat one is really doing is spending current
funds (28 a measure of affort) for a hoped-for future
return. By reatricting the program to the proposed
group, the Agency is assured maximum return on effort
expended,

Many a program of this kind has been smothered to death
by its own weight. The propesed application cuts down

welght. Method in this technique is only refined by
trial=and=-error. The approach herein proposed means

SECRET (Appendix I)
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that method can be refined at a relatively low cosi.
If and when feassible and desired the program can
always be extended up or down the pyramid.

2, Tims Elements in Reaching Grades

An analysis of the time elements involved in sverage
personnel progression or rise within the Agenoy shows
the followings (These statistics are an educated guees
by Personnel and must be substantiated by further

analysis,)

To Rise From Averape Time Assume
GS=S to T 6 to B mos, 0.8 yrso
GS=7 to § 12 tc 18 mos. 1.2 yra,
a5-5 %o 9 2,0 yrs.

The GS=9 level embraces Journeyman Intelligence Officers,
Research Analysts and other comparable professional
persomel. All operative supervisors and administrative
officers are above this level. While many trainees

for professional jobs are brought into the Agency at (S5,
the rise to GS»7 is rapid; some 6 or 8 months on an aversge.

This program iz built around two theses (a) that the
price of admission into the Career Development Progran
should be on-the~job survival ability, and (b) that

the program is directed toward the really able. The
period of 1,2 ysars for the GS<T inductee and 2 years
for the GS=5 inductee appsars & reascnable time element
Tor sny individual of career potential to reach the
pick-up point, i.e., GS=9, (it is proposed that the
Professional Treinee will enter the organization and,
after initial training, be foreed Lo demonstrate by
on=the~job peacformance an ability to survive and ad-
vanca for a two-year period). Theoretically, therefore

o 4T -

SECRET (Appendix I)

Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9



25X9
25X9

E.

Approved For Release 2003fJ%/54 CIA-RDP93-00791R000100100001-9

the proposed "in depth" application of this program
is ethically Jjustifiable.

3. Number of Employees Involved

Based on Personnel figures (somewhat tentative at

] time) it is estimated that there are approximately
ﬁmplqyeea in the GS 9=13 level., There are
approximately | axeluded
from all these Iigures). Hence the Career Development
Program contemplates smbracing approximately 30% of
Agency personnel. As a check point, based on comparsble
personnel; industrial companies tend to cover some

20% of thelr employees in comparable programs.,

"Skimmer Chart® Theory

Th® duPont Company "skimmer chart” technique is really an
adaptation of the age=in-grade idea of the services slanted
toward a constructive purpose rather than toward & negative
one (elimination).

In the duPont technique, all employess who receive an annual
compensation (including bonus) in excess of a predstermined
amount are for gach age arrayed in a descending order cf compens
sabtion, These arreys permit the identification of a compensation
point at each age that selects or "skims" a specified percentage
of the arrayed employees; say 30% of those arrayed at age 30, etc.
Specified percentages are decreased as age increases,

There results a scatter dlagram of "selection polnts" from
which is derived a "Selection line” by visual or mathematical
processes. This is a total company line (it is based on all
employees above a predetermined level). The company selection
line is used on the departmental charts. This makes it possible
to Judge depertmental experience agaiqst the background of total
conpany experience,

In this technique all individuals above the selection line
are "potential® for higher responsibilities and advancement. They
are the dePont Company®s carcer corps.

o 48 o
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Possible Adaptation to CIA

A characteristic of industry is (1) a rapidly rising
salary scale (2) little tendency for salaries to cluster at a
given dollar level, and (3) salary scale which is made to rise
even more rapidly by corporate bomus systems, Government
employment is just the opposite, The salary scale is ;reatly
compressed; there are clusters at each GS level; and the age
groupings appear much lsss defined.

(iven these difficulties, the primary question is whether
the technique exhibiis validity when applied to CIA personnel.

To test this; a pilot plant run was made on[::]namseg
GS 9 through GS 1. Any individual was deemed "potentisl® and
marked for examination on the following bagis: at GS 9if
26 year old or unders at GS 11 if 28 years or under; at GS 12
if 31 years and under; at GS 13 if 33 ye d under; at ¢S 1)
if 37 years and under. This resulted in ames (had
application of the duPont Companyfs decreasing skimmer pere
centage been made there would have been [ Jnames).

These names were then shown to a senior executive with
broad experience and contacts in the Agency. This officer's
review indicated that this age=grade technique was a valid
identification of potentiality.

The primary obstacle to adapting the duPont technique in
its entirety (i.e., skimming a designated top percentage at
each age level to produce a Selection Line) lies in the clusters
of personnel at each GS level. Possibly this difficulty could
be met by the introduction of a "bomus factor", stemming from
the proposed year-end appraisel. The effect would be to break
up the personnel c¢lusters and make possible the skimmer technique.

An adaptation of the skimmer chart tachnique to this Agency
would give the Director of Central Intelligence, hiz Deputies
and the Assistant Directors a most useful administrative tool,
It is recommended that further study be glven to this technique
and that, following the proposed year-end appraisals; aas attempt
be made by the introduction of a valid "bomus factor" or by
other megns, to adapt the technique to CIA earcer identification.

- k9 =
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F.  Benefits of Progvam

Three and possibly four methods are envisapged here by
which to identify potential in CIAs (1) by tests and mssegsment .
(2) by competitive exardnations, (3) by arpraisal, and (k)
by skimmer technicque. In many of its phases the program begins
with a sharpening-up,; extension and more conscious application
of things (size-up and thought of potential} which have been
done in the past. These benefits should flow:

1o Ability on board is less likely to be overlooked or
fail to reach its "potentlal" ond waste of talent
will be raduced. Incompetence will be exposed.

2. Agency morale should be improvaed, possibly slso reecraite
ment. Men and women will Mmow that if they can demoustrate
abllity on the job, they will be watched for promotion.

geyond these benefits is the important one of treining. dut
of consideration of job requiraments for broad leveis of computence,
there can be obtained a clear picturs of what training can be
axpected to acecomplish, If the tralning requirements of the
0ffices can be pin-pointed, with tailored programs macde pessible
for the individual or small groups who have similar needs, the
ground-work is laid for the greatest usefulness of the Training
Office,

Howsver, a note of caution must be sounded, One mst not
lose sight of the fact that each of the techniques herein pro-
posed iz fallible and that all represent an art that i® fluid
and inexact at best, For this reason, reliance has been placed
on sevaral methods, sincé; while one alome might fail, it is
unlikely all methods would faii-

It is to be expecsted that this program will encounter many
difficulties. They all do and thus they experience a high
nortality, These difficulties and this possibility will not be
sbsent in this Agency. Success, if won, will only stem from a
high measuré of high level support, together with extremely
sdequate and competent staff work,
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Go Review of Management Development ®lans in Industry and Elﬁeﬁ»{;lgm

The Agency has not baen unmindful of development procedures,
There was high-level consideration of the problem some years ago.
Introduction was opposed on the grounds of the lack of an IBM
system (since corrseted), and in sddition it was thougnt that
the manpower deficiency militated againet application.

Agency experience in the past hasz been s tudied, and the
plans of some ten or twelve industrial companies 9 &nd of one
consulting engineering firm for its professional staff; the
Officers Fitness Report of the Navy, and the report of Officer
Effectivenass of the Air Fores have bsen examined,

Ho Tie~In to Professionsl Trainee Program

The Professional Trainee Program is, in effeet, a high=levael
"potentisl® recruitment program, coupled with a basic educationa:
or training effort to ground the individual in intelligence and
area. It is proposed that at the end of an initial conrse, the
participant be assigned to one of the 0Offices.

It has been the general experience of industry that college
recruits are accepted by the line organization if there is faith
in mangement s ability to weaed out poorer recruits, Under the
contemplated plan, trainees would be forced to demonstrate s
survival value and an ability to rise, in the usual marmer snd
on the job, in order to be picked up at GS 9 level in the pro=
pesed Carser Development Program. This would appear to meet
effectively any criticism of "favoritism" in the Professional
Trainee Program.

I. Tie-In to IBM Control

The various "potentialities" of administrative, professional.
and/or scientific personnel identified in the Career Development
Program; pertinent data relating to significant education; area
experience, the employse age and "age-performance® index, etec.,
can be easily carried on Perscnnel®s IBM records. In conjunction
with the Offices, other pertinent data sould be developed in aa
much detail as desired., Staff would work this out with the Poards
of Review,

- 8]
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Pages 52 to 55:

This is essentially what the Training Selection Board would
like to do today.
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APPENDIX J

EYALUATION OF QUTSTANDING CANDIDATES FOR THE CAREER CORPS

Each year the Director of Personnel will have his Staff
compile a list of CIA employees who have worked for the Agency
for at least two years, and who should be considered as candie
dates for the Career Corps. His compilation would be made
from appraisals submitted by supervisors, from applications
submitted by employees who have not been recommended by supere
visors, and from analysis of Skimmer charts.

The Director of Parsonnel would review the list, strike
out candidates who could not possibly qualify, and then
schedule all of the remaining candidates for testing to deter=
ming which of them passed minimal test standards,

A.  TESTING

4 battery of objective tests would be given to candidates.
The battery would include tests and questionnaires ons

1o Mentel speed and lsarning abdlity.

2, Logical reasoning, snalysis of evidence, and open
mindedness.

3, Verbal intelligence,

ko  Current and world affairs, including important hise
torical and economic facts and principles,

$. Vocaticnal intereste and work conditions inventeries.
6. Temperament and personality.

fo  Written interview questionnaire,

8. Langusge sptitude and proficiency.

9. EKnowledge of intelligence nctivities,

e 52 o
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This testing battery would be geared to the adult and
miture level characteristic of CIA employees. Test items
would be written which would have face validity for ine
t1lligence personnel, Allowances would be mads on test
scored for age and degree of education, and the tests would
bs constructed to measure experiencs, knowliedge, and atti-
tudes learned on the job as a result of CIA employmert,

In some cases the candidates would have taken a few
ol the tests before. This would be true of employeses who
had been hired as professional trainees. Teats previously
administered would not be repeated, but the candidates
would be given the more advanced tests which are specifically
applicable to CIA employees, suck ae the test dealing with
krnowledge of intelligence activities.

The tests would be developed, administered, and scorad
by the Psychological Staff of the Office of Training.

In order to receive serious consideration for career
positlons candidates would have to obtain pasging scores
on the battery of objective tests. The passing (i.e,, critical)
scores would be determined by the Director of Personnel;
assisted on technical aspects of the problem by the Faye
chological Staff of the Office of Training.

The Director of Personnel will scheduls those candi-
detss who received passing test scorss for asssssment.

B.  ASSESSMENT

The assessment, like the testing battery, would be
geared to CIA employees and standards. Situstion testa,
irterviewe, and planning problems would differ from those
outlined in Appendix C, which deals with assessment of
applicant trailness, Assessment procedurss outiined in
&ppendix C would, in part, be adopted but they would be
revised and adapted for Agency employses, Since so mach
more is known about a CIA empioyee than an applicant for

a CIA job, the Assessment Team could work at a more ad-
vanced Yevel and could Gu a more refined job of assesament
aralysia.

i
htsd
e
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The Assessment Team would search for answers to such
questions ass

1. Is the employee best suited for active field oper-
ations? For a Washington Headquarters assignment?
For an administrative support role? Is he one
of those few persons who can do all sueh jobs
squally well?

2, Is he a good organizer, executiva, and leadar?

3o Is he best in "lane wolf" operations, either in
the field ae an operative, or in Washington as
8 research beaver?

L. Does he have promise as an intelligence analyst,
. @8 an intelligence sythesizer, or as a report
writer?

5 Is he creative, imaginative, and such a constructive
thinker that he could be used as a plamer?
In analyzing the employee’s capabilities the Assessment
Team would interpret ite findings in terms of all available
evidence, such as:

-

1o Results of the objective test battery.

2, Training evaluation reporte, if available,

3. Apprsisal and efficiency reports by supervisors.

Lo  Records of accompiishment in CIA,

The Assessment Report would then summarize the findings
on the employee in terms of his intereste, aptitudes, moti«
wations, social skills, job proficiencias, temperament,
attitudes, and personality. The Assessment Report would be

sent to the Director of Personnel with suggestions in resper:t
to the employee’s possible use as a generalist or specialist.

C.  FINAL REVIEW

The Director of Perszonnel would then schedule the most
outstanding candidetes for final evaluation, Possible

SECRET {Appendix J)
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guneralists would be evaluated by ths Board of Examination
sad Heview, and possible speclalists would be evaluated by
tna Board(s) of Review. In some inctances the Board of Exe
aninetion and Review might reject a csndidate as a generalist
but recommend his evaluation as a specialist by one of the
Baards of Review.

Since considerable time and thought would have bean
davoted to the analysis of individual capabilities, the
rasults of such studies would prove fruitful even for
tio8¢ employees who wers not selected for ngreer positicas,
bacause the Office of Persommel would have valuable ine
Pormstion which would permit placing the enployee »
prsition best fitting his talents, and he could be advised
% how he should train and prepare himself for most rapid
atvancemant.

e

Bh o
e
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Pages 56 to 68:
Agair, this is what the Training Selection Board should be
concernad with.
-~
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APPENDIX K
ROTATION PLAN FOR CARFER TRAINING = SPECIALISTS

Ao  DEFINITION

For the Career Training Program a spscialist ls & person
so designated hy a Board of Review (Seection V; B; 3, and defined
in swtim V; cg 1)0

At any point in his career & specialist may have his desig-
nation shanged by the Board for Examination and Keview to that
of generalist (defined in V, C, 2, and Appendix k),
B  AIM OF ROTATION OF SPECIALISTS

A basic g_c;g;_immani. for spocialist training “pr rem
S.a tha BpECILALIET | Preon t.rm to hig own
offies Tor permanent e@lqgmnto Consequentiy, the aim of sl

ﬁsMn% st be Lo 1grmm bis competence ip and usaininess
Lo that office.

o  BCOPE OR ROTATION PLAN

Lepending upon ths mission and needz of the individuad
aifice, a specialist may be rotatsd through training leading to
sompatencs in any or all of four mejor filaldss

{1) Operational

{2)- Administcative

{3) Anslytical = Resesrch
{4) Technical

The longerange enphasis will be plased on those fislde that
ure sonsidered essential for the job the apesialist is ultimmtely
sxpactad to hold.,

Do  TYPICAL ROTATION PLAN

There follows a typicel rotstion plan, in seven phases,
{for spaclialists, Xts purposs is orimesrily to indicste the scope
of training contemplated rether thsn to present & speeifis
patiern that a particuler iodividusl must follow. ALl phasea
of the training will be tailored, with the Assistant Director's

«uproval, in each instance to fit the person’s needs and potential.

SECRET { Appendix X}
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Phase 1 - i year

CIA Intellirence School {Appendix 1)

Refresher course, to include:

&  Extensive area study or funetional study of
his ares.

bo  Preparation of an Intelligence Survey on
National Intelligence level,

Phase 2 = ¢ years

Regularly Assigned 0ffice
R;turn to assipned office and continue work there,

Phase 3 = i year

Rotation Through a Related Office

ce of Current Inieiligence assumed = if Office of
Operations, Office of Special Operations or Office of
Policy Coordination, this may consist of a tour abread
of one to two years)

#o  Threa months in the Soviet Divieion of tas
Support. Group.

b, Three months in the Eastern Division of the
same (roup.

¢. Thres monthe in the Western Division of the
gams (roup.

d. One month in Operations.

¢- One month in Situation Room - study and
participate in briefing problems,

f One month in liaison duties with those
soctions of the ather intelligence agenc:es
concernad with Offics of Current Intellipence
activitias,

&Agv?@
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go Thls phase may be supplemented by from 3 to
6 months in a Service Intelligence Schoel.
Phase 4 - 2 years
Repularly Assizned Office

Beturn to assigned office and continue work there.

Fhase § - 1 year

25X1

b,  Study collesting and reporting problems.
&,  Suggested alternates for this phase include
a tour of approximately one year at either
the Army War College, Naval War College or
Air War College.
Phaase 6 ~ . 2 yesrs

Regularly Assirmed Office and a Related One

Return to assigned office and continue work thers
cne year, followed by one year in a relsted office.

Fhase 7 = 312 months

National Intellicence - University level

a, Study thrests to U, S, national security
stemming from the particular area in which
he has specialized,

b, Study means by which Intelligence may best

support U. S. national planning and poldcy
in foreign relations.

SECRET
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©o  Work during this phass in company with poliay
and planning officers from key government
agenciesz,

d. The spacialist returns tc his office for &n
assigmment of importanse and responsibility

at the end of the cyecle of training and
rotation,

{Appendix K)
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ALPzNDIY L

ADVANCED TRAINING - CIA INTELLIGENCE SCHOOL

The adwanced training will be in the nature of a
refresher course for experisnced specialists. The pro-
gram will aim for twalve months duration. In this courss
the student will:

{1} Receive lsctures from eminent and qualified
visitors,

(2) Engage in oxtensive area reading and study.

(3) Prepare an Intelligence Survey on a National
Intellirenve iewvel.

(ii) Engage in supplementary area studies at
sujtable universities.

(5) If possible, spend some time abroad.

SECRET {Avpendix L)
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APTENDIX M

LANGUAGE TRAINING FOR SPECIALISTS

Langusge $raining will be made available for
apecialists as the nsed arises. Much nf this training
gan and should tske place e¢utside the Agency, in exist-
ing institutions. Some, however, will be provided by
the Offiee of Training within the Ageney, and ths use
of the CIA audio-visual laboratory equiprent will enable
langregs proficisncy to be maintained and improved
upon.

Arrvangements for such training ers presently
being made.

SEGRET (Appendix M)
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APPEMDIX N

R TS 1 D BT

ROTATION PLAN FOR CAREER TRAINING -~ GENERALISTS

4.  DEFINITION

For the Career Iraining program a generslist ia an employes
who meets the standards defined in V, €, 2, and VII, and iz so
designated by the Board for Examination and Keview, (V, B, 3}

3. AIM OF ROTATION OF GENERALISTS

The aim of roation of generalists is to arm them with a
broad; first-hand fandliarity with ths role of Nationsl Intelld-
gence in the Govermment slruciurs,

Go  SBOOPE OF ROTATION PLAN

The rotation plan for & generalist must be of the widest
scope; and not tled to the misaion or neseds of a particular
Agency office. It should lead to the broadest practizal
competencs in the firet thres of the following fields and an
appropriately restricted competence in the fourth:

g;l} Operational

2) Adminisirsiive

{3) Analytical - Research
{4) Technieal

D, TIPICAL ROTATION PLAN

Thera follows a typicel rotation plen; in nine phases, for
generslisis, It i8 sssumed that the generalist has complated all
or part of a rotation plan for specisliists and hae then completad
a year or two of duty in his regular offive before salection s &
generalist., Ite purpose is primarily to indicate the scope of
treining rather than present s specific pattern that a vartioular
person must follow, ALl phases of the training will be tailored
in esch instance to fit the individual's needs and povential,

Fhase 1 - 1 year

25X1
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b.

Phase 2 - i year

Assignment in the Agency

Return to an appropriate assiznment in the
Agency

Phase 3 - 1 year
Rotation through the Officea of Naticnal Estimatea

{or the Oifice of Current intailigence if regularly
assigned to O/NE)

Phasa | = 2 years

Assignment in the Agency

Return to an appropriate assignment in the Agency

Phase 5 = 1 year

o

Attendance at National War College

Phage 6 = 2 years
Asgignment in the Apency

Return to an appropriate assignment in the Agency
Phase 7 ~ 1 year
Office of Exscutive Secretary, National Sesurity Council

Farticipate in National Security Council Senior
Staff meetings

Phase 8 - 1 year

RS TATI 25

Assienment in the Apency

Return to an appropriate assignment in the Agency

Phase 9 ~ ' 9 monihis

National Intelligence = University level (Appendix R)

- 63 =
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Study on & Joint bhasiss
#o Intelilgence doetrine
be Intelligence methodelogy
to New direstions Intelligence must take

Then return to the Agency, for a high=level assignment as
a pensrslist,

o 6l =
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APEENDIX ©

TR TR

CAREER TRAINING - INTELLIGENCE ADVISORY COMMITTEE EMPLOYEES

A, Introduction

The problems and conglusions here presented now apply
to career commissioned personnel of the three military
services who are assigned to the Agency as part of their
nomal setive duty rotation. However, the assigrment to
the Agency of carser persennel of State, or any other
Depariment or Agency, would impose similar preblems
requiring equally careful resolution.

B, Backggoggg

As of 1 Juns 195k, the Ageney had on board or ordered
some| |lactive duty cormmissioned military personnel
against an alliowance of The Agency needs many more
of this category of personne » and, it is understood, has
recently recei authorization for an additional
allowance of

$.. Probles

The Agency bears a two-fold reaponsibility in job
assignments of these personnel:

(1) On the one hand they should be used where their
general and specialized skills will be of maximum
practicable benefit to the Agency.

(2) On the other hand their employment by the Agency
should further the career training of the indiv-
idual officer and should be appropriate in res-
ponsibility and functions to the rank and
experience of the officer.,

If ths Agency does not mset these responsibilities o
placement and training, the impact on the Services is
likely to result in their effort to 111 a baye ninimum

of CIA billets, and further a tendency to withhold from
assignment to CIA the superior officers the Ageney naeads.

- 65

SHWURET {Appendix 0)

Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9



Approved For Release 2003/6%/2%-TCIA-RDP93-00791R000100100001-9

Informal spot check indicates thet in some instances
the Agency has failed to mset these placemant and
training responsibilities.

D. Comment

The following, while representing merely tentatiwvs
conclusions, points the direction of the study currently
in process by the Office of Trainings

(1) A top-level Agency policy is essential to guids
the placement and training of assigned activa-
duty military personnel. A high-level monitor-
ing is required to insure that this policy :3
implemented throughout the Agency..

{2) Appropriate Agency slots should be designated
to be filled by military only or opticnal
ailitary-civilian, Active duty military per-
sormel should be assigned only in thesa slots
unless spacific exception is authorized by the
Director of Personnel. These slots should &%
all times total the same a&s the then current
CIA approved allowance of active-duty militery
personngl

{3) Each of theme slots should bear a job description
that clearly Justifies the smployment of an
active-duty military officer and wiil form the
basis for qualifications requested when levy is
made on the military services for asaignment
ol personnel.

E. Regommendadions

This arpendix is included here bezause of jits relevancs
to the over-ail problem of caresr corps in ClA, It
describes, however, & distinet and separate problem that
may be resolved apart from the development of a Career
Corps Program for civilian Agency employees., Pertinent
recommandations will therefore be submitted separately.

SECRET {Appendix 0}
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APPENDIX P

IMPLEMENTATION OF UNIVERSITY AND INDUSTRIAL TRAINING

A very important part of the Agency's career training
nseds can be met only by universities and industrial

firms, The university contacts established for the

program of recruitment will be of great help in arranging
programs in the universities. It will be the policy of
the Agency to establish internal training courses only
when the specialized nature of the instruction, liack

of outside facilities, or security make it nscessary.

A, There will be little difficulty in arranging for well
qualified persons to study under existing university
programs, providsd that application is made before
the program is filled. The need for early application
is particularly great in the scientific fields, where
laboratory space rigidly limits the mumber of
students who oan be accepted,

B~ In certain fields, particularly those of scientific
intelligence and psrhaps some arsa studies, tailored
programs must be arranged «ith outstanding imstitu-
tions, or within the Agency, preferably the former.
The curriculum and emphasis must be arranged with ocur
needs in mind, and the length of the courss, which
is an obstacle to the use of many existing programs,
must not exceed one academie year. oOpecial summer
agssions will meet many of our needs,

So that full wse may be made of the institution‘s
facilities and personnel, and so that students will
recoive full benefit from contacts and discussion,
the courses will bs unclassified, and open to other
than Agency personnel. (The latter may be a source
for recruitment.) Classified instruction will be
carrisd out within the Agency.

wé’?m
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Pages 69 to Tl:

We've been talking about these since 1951!
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APPENDIY @

TR e

CARERR BENEFITS AND SECURITY

This appsndix summarizes career incentive benafits
that the Central Intelligence Agency mey offer its
amployses under general u»r specific provisions of
surrent legislation- HRejuirements for i*nplemerrbing
specifie astions are indicated,

Tre Contral Intelligence Agancy may offer these
banefita:

I. Agtion

Apply to appropriste CIA pearsonnsl time snd
one=half service credit against retirement fer
all service under certain hardship or hazardeus
vonditions .

Somment

&, In effesct, this permits retirement at the
aga of 50 after 20 years of governmend
service with the same retirement pay that
would nommally accrue after 8 fuil 30 ysars:
gervice., Also, [or ssch year of service
bayond 20 ysars, the employse would receivs
an increassd annuity.

h, To implesment Lhis action would vequire that
the Agenay eonsummste ap sgreemert with ths
Civii Servics Commission smuthborizing the
application to Ageney emplioyees, under
broadly defined circumstances, legislaticn
surrentliy appiicablds to cartain personnsgl
of the Fedaral Bureau of Investigation and
the Tressury Department..

It Amti_@t

inereass base salary for servies invelving
unusual hazard or nardship,

u é\f‘; e
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APPENDIX R

T SR T B TS

(RADUATE TRAINING - CJA INTELLIGENCE SCHOOL

This training is for the generalist who may become
en Assistant Directer or a Depuly, or for an existing
Agsistant Director or Deputy.

The purpose of the program will be that of studying,
on & joint basis, intelliigence doctrine, methodology and
new dirvections thal inteliipgence work must tske.

Specific intelligence problems may be studied
exhaustively in the Graduate School by selected graduates
of the Hational dar College, members of the State Depart-

ment, other intelligence ageonsies, and the Central Intel-
ligenne Agency.

SECRET (Appencix R)
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X s
SEUREY

To: SUPERVISORS

To sliminate lsck of objestivity and "halo effeat®
supsryisory are instructed to appraise the individual
under the foligwing proseduras '

FIRST - [dentify the individual in one of the
following job femildsss OPERATIONAL3 ANALYTICAL-RESEARCHj
ADMINISTRATIVES or TECENICAL, '

SECOND = Appraise the individual against the spesifis
Job ecriteria of his besic family.

THIRD = Appraise the individual sgainst the ADDITIVE
eriteria neseasery at higher lovels of competence sad
responsibility,

In identifying the individual in a job family, the
individual s FUMCTION is the deterwinate faoctor, not his
Office or Division.

Having identified the individuel in & SINGLE job
femily, the individual’s abili%ies or "patentiality" for
gragter breadth of service and higher responsibility are to
be zppraised sgainst the ADDITIVE criteria.

Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9
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b This job family iz grovnded in ech i@ng organizing 1%, planning
ity gotbing it dome. As scbion ie played with and egeinst
pecpie, these charsckeristics ddentify this twps: an abiliby
w0 meet with, iive with and gat the most out of peepléy and 4o
ereate enthusiesms, pride in mission and senae of mattering.
Area and subject are important but as handmaidens of aet len,
1.8, knowlodge that dictates feasibility or reveals vulner-
ability- In the exceptionable individual there may be large
analytical and research abilities, but the prototype is the
extrovert and men-of- ac"&,ionn

For sagh fagtor observed circls the appropriate point to indicate how the offizer
oempares with a1l others of comparable duty whose professional abilities erw knowm
Lo you personally. Do net limit this comparison only to¢ others mew under your
sowmande Do not hesitate to mark "Not observed" on any quality when apprepriste-

T

T B B e P R O R TS T SR S P T S AT, T T s T R e g 8

00 4ok 20% L /77 I identify this employee as operaticmil
. ' o
¥ GETTING THE
JOBE DONE

PLANNING AND
ORGANIZING THE
J0B

ABILITY WITH
PEOPLE ARD
TEAMPLAY

KNCALEDGE OF
AREA OR SUBJECT

TACT AND
DISCRETION

REPCRTORIAL ABILITY
VERBAL AND WRITTENM

SENSE OF RELATIVE
JMPORTANCE

NON-GULLIBILITY
EVASION AND IECEIT

ADJUSTMENT TO
TRYING HOURS AND

5 :
BBt R B b T A TR b e e o s vt RS v L

prad NI S
P s e R TR

1y - ot
M

-

<

Doty Indesghe JEbing DY & doosdinkte point on lower e,
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No¢ individual comes by these qualifications easily or lightly.
Yot in whole or in part, they are requirsd for higher echslex
work in this Agency. As only the exceptienal individual couid
hope to rate highly in this section, appraisal wili be carefu’ly
serutinized for "halo effect”.

For each factor observed cirele the appropriate point to indicats how the officer
eompares #ith all others of comparable duty whose professional abilitiss are known
to you personally. Do not limit this comparison only to others now under your
command. Do not hesitate to mark "not observed" om any quality when appropriate.

e 2 e T T O RIS R T R - T R TR S I TR
H . 295 4% 20% Lji~ Check here if appraisal is intended t» relate ¢o
I 0b| s 1atent, abtisty or "potentis®
g W INTELLIGENCE INSIGHD

| AND ACUMER

T B b a Th S B a4 bt it b

ABILITY TO CREATE
THE HYPOTHESIS

omaur i = ' CH K T -

DISCIPLINED MIND AND
ORIERLY THINKING

e e R N TR LRSS §

ABILITY TO SUSPEND
JUDGMENT

| COOFERATES WITH
ASSOC IATES

SENSE OF PERTPHERAL
AND DIRECT TIE-INS

MOVES FREELY AND
EFFECTIVELY WITH
: EQUALS AND ¢ !JPEREGR&

e WA o G T ) I

AB '{LITY TO SUPERV:.SE

T O D L LL T T VN eupp—

ABILITY TO }'EANDIE
AND INSPIRE

TO DEVELOP SUBCRDIN--
ATES

forr wu.

TO PLAN AT POLIGY
AND HIGH LEVEL
TEhAGPl‘Y

SENSE OF PERSOMAL
GOAL

ADAPTABILITY g

LIAISON

B T e e T

i
&

]

R L L LT T

' PHYSIGAL ENERGY
ISELF DISCIPLING | i
TR

RIS U VT BN B TR B W R R, LB s 2hn i e e T S e S S R o ¢ B e S

o s B A g T T

g iony
%

e wats

Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9



Approved For Release 2003/02/27 : CIA-RDP93-00791R000100100001-9
SEGREY

Pagss 1, 2, and I} of the preceeding
form (OPERATIONAL} would bs combined
with each of the following three
forms to meke up & complets appraisal
blank for these job familiom:
ANALYTICAL~-RESEARCH, ADMINISTRATIVE
and TECHHICAL.

GRCREY
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ANALYTICAL RESEAERCH

This job family is grounded in study; reading, Scanning and
integration. Area and subject are of commanding imporiance
with aetion & second remova. Thexw is required an absorbed
interast in new factual minutia and new relations batwean
faets; a "feel” for analysis (the exsminetion of compenent
parts separately and in relation ©c the whole) and for
vessarch (the revision of accepted conclusions in the light
of nswly discovered facts). In the excepticnal incividuai
there may be sperstionsl abilities, bul the protetyps is the
proefessional or epeciaiist,
R e S S e e S S e T S S GR H s S i i R e e L S SR bk i R

éf:;’/ I identify ¢his employes annlytical researst

- ga e

KNOWLELQE -OF AREA
OR SUBJECT

OBSERVATION SENSE
OF REIATIVE IM-
PORTANCE

HRESISTANCE TO
TEDIUM

SENSE OF AVENUE
(OF ATTACK

ANALYTICAL AND
RESEARCH ABILITY

READING COMPHE-
HENSION AND “QUTTING
A BOOK"

ABILITY TO DIGEST
AND REJRITE

SENSE (F BEARING
OF NEXT DESK“S
SPECIALTY

MEET ING DEADLINES

DB, 5610 S S O I SRR MR TN RN T NS o R MR 720 o TRCAIRIN S B RS A7) PIMENGIGT 85 S  . A SARCS TR e D IR G RN @ BT 46 3
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ADMINISTRAY 1 V8

T g job family is grounded in good "housskeeping® i.4.,
knowledge and sane control of procesduves coupled with an
abiiity to keep an organization moving free Ly and smoothly.
knuowledge of intelligence techniques is heipful but ths
requirement is for a generalized knowiedge rathar than for
2 upscialized understanding. In the exceptional individual
thers may be a flair for generation of the idea, but the »
prototype has a native resistance to (rather than thrill in)
the: nes idea coupled with & lerye facility in picking ths
flew and in saying, no.

RER 5 B S R R U R Sl Mt sy
icentily this employse-adm nistrative |

KNOWLEIGE OF
PROCETURES

PAINSTAKING

BUTTONG THINGS
up

.

GETTING THE
JOB DONE

FORSEEE AND MEETS
LINES CF OPPCSi-
TION

b Gt

PROPER INTEREST
IN ALL FHASES OF
GROUP"S «ORE

MEETS SUPPCKY
IEMANDE

ABILITY W4ITH
PEOPLE AND
TEAMPIAY

ABILITY TO PICK
FLAWS AND SAY KO
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TECHWICAL

Thais job family i3 grounded in technical knowledgs of 4he
spacialty and the broad field of the spesislty. Arsa and
languege are handmaidens. The pretstype is the technicien,
the linguist, the engineer and the scientist.

e cL S

o

3

KNOJLEDEE OF
SPECIALTY :
KNOWNLEDGE OF jj
THE BROAD FIELL 4
JOB DON® i

T LN

KNONIEDGE OF
AREA

SENSE OF PERI -
PHERAL OPERAT .ONS

ADJUSTMENT TO
TRYING HOURS AND
CONDITIONS

ABILITY #ITH
PEOPIE AHD
TEAMPLA

[

P D}'SCRE'?} Ol
BRSO B SRR A R R A A G S M Y T M R 5 8 OB 3 TR RO SR T £ B RS SR B N e e

Buwnarkas
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ROUTING AND RECORD SHEET
SUBJECT: (Optional) ]
TP iy~ )
 TERSenAl

FROM: EXTENSION | NO.

Director of Training —— - - - e

AT 2 February 1965 STIAT
TO: (Officer designation, room number, and DATE T
building) OFFICER'S COMMENTS (Number eoch comment to show from whom
INITIALS to whom. Draw a line across column after each comment.)
RECEIVED FORWARDED
STAT . Jack: I meant to give you this
Exec. Off. /DDS&T today. It's for '"'saturday morning"
2 reading. I would be interested in
) your comments relative to our
i executive development theme.
3.
MBAIRD
4,
STAT
5.
6.
7.
8. B
9.
10.
. ) )
12, ]
13. : )
[ 14. B
15. o STy
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